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CHAPTER III
EMBEDDING CSR INTO BUSINESS STRATEGIES
AND PRACTICES
1.  Introduction
The  former  chapter  provides  evidence  confirming  that  CSR  can  be  practically
implemented within the Asian context.  Thus, CSR in Asia has moved from ideology to
reality and become an increasingly important aspect for how businesses conduct themselves
in Asia today.  However, while many businesses have awakened to this demand, they are
much  less  clear  as  to  how  to  best  proceed  with  CSR.    In  fact,  many  common  CSR
business actions are neither strategic nor operational, but often tend to be “cosmetic” in
nature and overwhelmingly related to public relations and media campaigns.
56 While many
businesses choose to construct their images based on surface issues of CSR, this often
ignores  any  actual  substance  and  proves  ultimately  unsustainable.    Furthermore,  the
centerpieces of their CSR actions are often presented in glossy CSR reports that showcase
companies’  social  and  environmental  good  deeds.    There  is  nothing  wrong  with  these
types of reports, per se, as they show business’s accountability through reporting to some
extent, and are better than simply doing absolutely nothing to express a company’s social
responsibility.  However, the reports rarely present any strategically coherent framework
for CSR actions.  These types of “cosmetic” reports often simply share aggregate anecdotes
about uncoordinated initiatives to demonstrate a company’s social responsibility by telling
what a company has done to reduce pollution, waste, carbon emissions, energy use, and
so forth.  Philanthropic initiatives are typically described in reports in terms of dollars or
volunteer hours spent, but rarely in terms of any actual impact.  Some companies do seek
ways to go beyond these anecdotal activities, but the practical guidance for integrating
social and environmental considerations more effectively into core business operations
and strategy remains unclear to most.
Although ethical concerns and a moral imperative, as explained in Chapter I, are
seen as absolute mandates for any business to behave in a more responsible manner, in
reality a company needs to responsibly balance competing values, interests, and costs of
doing business.  Business needs to weigh one social benefit against another, environmental
benefits against social returns, or even against financial costs.  Ethical and moral principles
do not provide practical guidelines for business on how to allocate its budgets to include,
for instance, subsidizing funds for disadvantaged children, investing in facility renewals,
developing  new  innovations  for  future  competitiveness,  and  providing  dividends  to  its
shareholders.  This particular issue is also closely linked to another in that a company is
often under pressure to make sure all actions it undertakes are responsible to all parties
concerned by its business operation.  A stakeholder approach is often significant as it
56 Porter, Michael and Kramer, Mark R. (2006) “Strategy & Society:  The link between competitive
advantage and corporate social responsibility” Harvard Business Review (December), pp. 1-15.64
helps a company know the needs of every party concerned with the company’s operations
and seek ways to satisfy all of their needs.  However, stakeholders may not fully understand
a corporation’s limitations or the trade-offs business must take to make everyone ‘happy’,
nor does the intensity of the intervention of some stakeholder groups on a particular issue
necessarily  signify  the  importance  of  an  issue  to  all  parties  concerned.    Stakeholder
satisfaction  is  yet  to  be  deliberately  balanced  with  other  considerations.    Furthermore,
short-term defensive reactions to issues when pressured by specific parties may end with
an  ongoing  public  relations  campaign  with  minimal  value  to  society  and  no  long-term
benefit for the business.  Businesses therefore need a holistic framework or guidelines to
help them practice CSR strategically and create sustaining benefits to the company.
When conducted with no clear strategic framework, CSR practice often results in
a poor hodgepodge of uncoordinated CSR and philanthropic activities, disconnected from
the company’s strategy.  It neither makes any meaningful social impact nor strengthens
the firm’s long-term competitiveness.
57  Internally, CSR practices and initiatives are often
isolated from operating units if no coordinating mechanism has been designed and established
during the initial CSR planning stage.  Externally, the company’s social impact becomes
diffused among numerous unrelated efforts, each responding to a different stakeholder
group or corporate pressure point.  The consequence of this fragmentation is a tremendous
lost  opportunity,  and  the  power  of  businesses  in  creating  meaningful  social  impact  is
unfortunately dissipated.
Successful corporate responsibility requires an integration of CSR into business’s
strategy as well as its in-process operations.  Business should be able to deliberately
identify, prioritize, and address the social causes that matter most, or at least the ones on
which it can make the highest impact to society and business’s future.  As explained in
Chapter I, business and society are interdependent, and any decision made must benefit
both sides.  If either business or society pursues actions that benefit the interests of one
side at the expense of the other, it will find itself on a difficult path.  This means CSR
practice should seek a balance between business and social benefits.  Companies also
need to balance their long-term objectives against any short-term costs.  Thus, to achieve
these ends, a company needs guidelines to balance all of these concerns.  A strategic
framework for CSR design and implementation consequently helps a company in planning
and  executing  its  CSR  practices.    The  framework  should  align  the  company  with  the
dynamic demands of the business and social environment, as well as the confluence of
stakeholder expectations.
Figure 1 below presents a framework offering guidelines for embedding CSR into
business  strategies  and  practices.    It  is  composed  of  three  stages:    (1)  designing,
(2) executing, and (3) mainstreaming.  The three stages include eight steps:  (1) preparation,
(2)  CSR  assessment,  (3)  stakeholder  engagement,  (4)  development  of  CSR  plan,
(5)  implementation,  (6)  monitoring  and  evaluation,  (7)  institutionalization,  and
(8) communication.  Each step is discussed in greater details in the following sections.
57 Porter and Kramer (2006).65
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2.  Preparing for CSR embarkation
2.1  Raising CSR awareness within the company
CSR practices should be initiated with a conviction by those who are implementing
it.  Members in the company should be convinced that CSR is a necessary path to follow.
CSR implementation often fails when companies attempting to align their business practices
in a more responsible manner lack a real conviction to pursue a CSR initiative.  They are
neither aware of any external pressures or demands for responsible business practice, nor
see the business advantages of practicing CSR.  Thus, they lack any real motivation to
continuously do good for society and the business itself.
All cases illustrated in the previous chapter emphasize one key foundation of good
CSR practice:  it must begin with a belief that CSR is the right way for a company to go.  A
successful CSR practice should begin voluntarily with people inside a company, given that
they have a clear understanding of the necessity and significance of responsible business
conduct.  In fact, a company may become increasingly sensitized to outside demands and
pressures  for  CSR  issues  through  the  influence  of  economic,  social  or  environmental
drivers when a company anticipates or responds to a risk associated with the societal
impact of its particular business practice.
58  A good example of this is Wilmar International’s
response  to  its  unintentional  involvement  with  land  rights  and  human  rights  issues  in
Indonesia, as discussed in Chapter II.  Whereas with the case of Toppan Printing, the
company adopted a precautionary approach to environmental responsibility to prevent its
business from committing any acts that were environmentally hazardous and could potentially
harm its reputation.  This is a more proactive approach to risk management.  Economic
incentive is a key driver for a company to realize the benefits of CSR.  For example, the
Frangipani Langkawi Resort & Spa, implemented environmentally friendly technologies to
not only help the company gain a competitive edge in the customers’ eyes as it promotes
its image of environmental conservation, but also to save 50 per cent on its water charges
and 30 per cent on electricity.
This also links to an awareness of individuals within a company which appears to
be  a  critical  driver  and  key  foundation  for  continuous  CSR  practices.    Some  research
highlights the CEO’s role in orienting the ethical norms of the company
59 as well as the
presence  of  employees’  values  in  the  workplace.
60    This  means  CSR  awareness  may
58 Mazurkiewicz, Piotr (2004), Corporate Environmental Responsibility:  Is a Common CSR Framework
Possible?  Accessed  from  http://siteresources.worldbank.org/EXTDEVCOMSUSDEVT/Resources/
csrframework.pdf
59 Waldman, David A. and Donald Siegel (2005).  “The Influence of CEO Transformational Leadership
on Firm-Level Commitment to Corporate Social Responsibility”, in Jonathan P. Doh and Stephen A.
Stumpf (eds.), Handbook on Responsible Leadership and Governance in Global Business, pp. 195–220.
60 Robertson, Diana C. (1991).  “Corporate Ethics Programs:  The Impact of Firm Size”, in Brian
Harvey,  Henk  J.L.  van  Luijk  and  Guido  Corbetta  (eds.),  Market  Morality  and  Company  Size.
pp. 119–136.67
come  from  the  top-down  in  the  sense  of  top  executive  awareness  influences  on  CSR
integration into corporate strategy and implementation.  Examples of this top-down approach
include  SS  Steel  whose  concern  for  gender  discrimination  came  from  the  executive’s
value;  Brandix  whose  Board  of  Directors  decided  to  implement  the  “zero”  child  labour
policy; and Frangipani Langkawi Resort & Spa whose owner incorporated environmental
objectives into the hotel renovation process.  On the other hand, CSR awareness can also
come from the bottom-up when awareness by employees and workers serve to induce
their company to include CSR practices.  Bottom-up examples include COSCO, where
employees played a critical role in developing the Collective Contract of COSCO Group to
improve  the  coordinating  mechanism  for  labour  relations  and  protection  of  employees’
interest; and DiGi, where a three week internal awareness programme was launched to
ensure all 2,500 staff members were aware of and preferred to be more engaged with the
company’s mission in environmental responsibility.
In sum, the starting point for any CSR awareness campaign can be characterized
as either reactive, resulting from external environmental pressures, or proactive, when the
personal values of an individual or group inside a company gain increasing weight and
push  for  an  adoption  of  responsible  practices  driven  by  a  sense  of  personal  morality,
inspired  by  managers’
61 or employees’ socially oriented personal values.
62 Notably, in
general, no company – big or small – is likely to make much of a mark with any CSR
initiative  without  recognition  from  its  boards  of  directors,  CEO,  senior  management  or
owners that some sort of CSR-related problems, opportunities or challenges exist.  This
awareness  provides  fuel  for  proceeding  with  the  formulation  of  a  CSR  strategy  and
implementation.  Awareness needs to be carried forward and put into action by a decision
to embark on designing a CSR programme.
2.2  Assembling a CSR team
A CSR team should be assembled early on in the CSR process.  As CSR is in fact
a  company-wide  initiative  and  requires  support  from  top  management,  the  CSR  team
should include representatives from the board of directors, top management or owners, as
well  as  volunteers  from  various  units  within  the  company  that  will  be  affected  by  or
involved in CSR issues.  Other representatives could be senior staff from human resources,
environmental services, health and safety, community relations, legal affairs, finance, marketing
and communications.  Front-line staff in these areas and any other personnel who may
become key players involved in implementing the CSR approach a company eventually
develops should also be on the team.  As the work of the team progresses and a better
understanding of the implications of CSR emerge for a company, it is quite possible that
the team will be able to encourage employees at all levels to contribute their time, energy
and ideas into the corporate CSR initiative.
61 Hemingway, Christine A. and Patrick W. Maclagan (2004).  ‘Managers’ personal values as drivers
of corporate social responsibility’, Journal of Business Ethics, Vol. 50, No. 1, pp. 33-44.
62 Hemingway, Christine A.  (2005).  ‘Personal values as a catalyst for corporate social entrepreneurship’,
Journal of Business Ethics, Vol. 60, No. 3, pp. 233-249.68
The DiGi Telecommunications case, discussed in Chapter II, provides a good example
of how to assemble a CSR team.  In the case of DiGi, the CEO was designated as the
owner of the Deep Green Initiative.  Involvement of the CEO as CSR champion sends
a clear signal that DiGi considers CSR to be important.  The DiGi Management Team, who
directly report to the CEO, is deeply involved in the initiative, and a cross divisional team
was  also  established.    The  team  determines  plans  and  subsequent  actions  that  each
division  is  required  to  perform  to  contribute  to  the  achievement  of  the  corporate  CSR
goals.  In addition, a four-person Corporate Responsibility Team spends 50 per cent of its
time in coordinating and managing the CSR Initiative.
Even in a case where there are no members of the board of directors on the team,
it is still vitally important for the team to be directly accountable to senior management
and, ultimately, the board.  This acknowledges that effective CSR implementation requires
integration  of  the  principles  of  CSR  into  the  company’s  central  values  and  activities.
Engaging people at all levels of the company from the very beginning will help ensure the
approach a company ultimately takes to CSR will resonate and be supported throughout
the company.
However, even when many companies have an awareness created and a CSR
team established, they have been unsuccessful in transforming their inspiration into action
because of a lack of clear guidance on how to take their passion to the next step.  In fact,
CSR conduct needs to be implemented in a systematic manner which is in harmony with
the company’s mission and sensitive to the business environment and risk profile, as well
as the nature of business’s operating conditions.  In addition, any CSR approach should
be phased into business conduct by focusing on both short- and long-term priorities of the
company in accordance with resource constraints.  On the other hand, a more comprehensive
and systematic approach can be pursued when resources and overall priorities allow.  The
CSR approach of any business can be incrementally or comprehensively implemented
depending on the specific configuration of the company.  The next sections will elaborate
on the necessity of a CSR assessment before deciding how corporate responsible conduct
should be executed in the company.
3.  Conducting CSR assessment
If the top executives of a company do not have accurate information about the
contextual factors influencing the company in relation to CSR conduct and have no clear
snapshot where a company currently is with respect to CSR activity, it is unlikely that they
will be able to make informed decisions about how to move forward in the right direction.
Intelligence gathering in the form of a CSR assessment can save a company from launching
an ineffective CSR approach or heading in a direction that is not sustainable in business
terms.  A systematic assessment is needed and should seek a better understanding of the
nature of the problem, opportunity or challenge and the significance of CSR for the business.
The assessment should help a company identify the main areas/issues of risk and opportunity,
and culminate in a thorough gap analysis.  It can also act as a reminder of existing legal
requirements.  The assessment will provide essential information not only for identifying69
CSR priorities but also for advocating the approach within and without the company during
later stages of the process.
An assessment should seek to gather and examine relevant information about the
company’s products, services, and activities in relation to CSR actions.  A comprehensive
CSR assessment should provide an understanding of the following:
• Corporate norms and values;
• Internal  and  external  drivers  motivating  the  company  to  undertake  a  more
systematic approach to CSR;
• Key CSR issues that are affecting or could affect the business;
• Key stakeholders who need to be engaged, and their concerns;
• Current CSR-related standards, initiatives and practices;
• Legal requirements; and,
• Resource and budgetary implications.
While this is certainly not an exhaustive list of what to include when conducting
a CSR assessment, it does provide a base from which any company can review the full
range of its operations through a CSR lens.  It is important to keep in mind that as long as
the company does a thorough appraisal of its current and potential activities from a CSR
perspective, it will have a comprehensive overview of issues related to CSR.  The following
sections will elaborate on two components of a CSR assessment:  “understanding corporate
norms  and  values”  and  “auditing  current  CSR-related  norms,  standards,  initiatives  and
practices”.
3.1  Understanding corporate norms and values
It especially important to keep in mind that organizational values and norms are
likely to bring about some implications for the CSR approach a company will ultimately
undertake.  Corporate norms and values play critical roles as prerequisites for any company
to actively embark on CSR.  In general, corporate norms and values guide behaviours and
decisions within the company.
63  They support a company’s efforts to fulfil its vision and
goals.  This implies that, in order to ensure its continuity, a CSR initiative must in turn align
with  the  values,  norms,  and  mission  of  the  company.    For  instance,  as  explained  in
Chapter  II,  CDL  had  a  vision  to  become  a  responsible  corporate  citizen  and  conduct
sustainable business practices, and as such, publicly stated its vision was “to maintain
industry leadership in innovation, product quality, service standards, profitability and corporate
social responsibility”.
64  CDL’s core values view CSR as an integral aspect of its business
operations.  One area of its commitment is to environmental sustainability; CDL’s corporate
values are highly committed to eco-friendly ways of managing its business.  Their ‘green’
63 Collins, Jim and Porras, Jerry I.  (2004).  Built to Last:  Successful Habits of Visionary Companies.
64 http://www.cdl.com.sg/cdl2.nsf/ws.htm70
values shape the way CDL designs properties, selects contractors/suppliers, and develops
its  eco-innovations.    One  example  was  that  CDL  developed  its  5-Star  environmental,
health and safety assessment system under which all contractors must to undergo quarterly
inspections and audits conducted by an independent auditor to appraise and grade them
on a scale of one to five stars.  The CDL case shows the positive effect of corporate norms
and values on a company’s CSR initiative.
Thus,  the  first  step  of  CSR  assessment  demands  a  good  understanding  of  the
corporate vision and values and their relationship to the company’s core business practices.
In order to understand corporate values, a company may need review existing organizational
documents.  Existing mission statements, corporate charters, policies, codes of conduct,
reports, websites and other operating documents are logical candidates for review.  External
documents associated with programmes or initiatives which the company subscribes to
may also need revisiting.  These would include sector-wide business standards, regulations,
or guidelines.  It may be that the existing mission statement, policies or codes address
worker relations, customer satisfaction or environmental protection in some regard.  If this
is the case, it can be a good start for CSR embarkment.  It is also useful to explore why
these items were developed and to learn from them (or at least acknowledge that they are
CSR-related components within the company).
On the other hand, an absence of any reference to sustainability or commitment in
these documents may indicate that a culture change may be required to effectively integrate
CSR into business activities.  In many cases, companies may need to create new norms
and  values  with  respect  to  CSR  by  replacing  existing  norms  and  values  that  do  not
encourage  CSR  initiation.    For  example,  Coca-Cola  recently  adopted  a  new  corporate
value  of  sustainable  water  use  and  converted  the  value  into  its  RAKNAM  programme
which incorporates water saving and water conservation in the initiative.  The new value
perfectly fits with the nature of the beverage business while also serving the company’s
long-term goals.  To successfully incorporate CSR into long-term strategies and business
operations,  a  company  must  transition  from  a  target-driven  to  a  value-driven  culture.
65
Thus, companies must build on their corporate values to create an organizational culture
that is receptive to change and can sustain a CSR strategy over the long-run.
3.2  Auditing current CSR-related norms, standards,
initiatives and practices
The objective of an audit of current CSR-related norms, standards, initiatives and
practices is to identify company’s profiles related to five key CSR aspects:
66  (1) social and
(2) environmental dimensions and impacts of company activities, (3) corporate governance
issues, (4) corporate commitment to sustainability, and (5) the societal dialogue process.
65 Lyon, D. (2004).  ‘How can You Help Organizations Change to Meet the Corporate Responsibility
Agenda?’, Corporate Social Responsibility and Environmental Management, 11(3), pp. 133-139.
66 Maon,  François,  Lindgreen,  Adam  and  Swaen,  Valérie  (2009).    ‘Designing  and  implementing
corporate social responsibility:  An integrative framework grounded in theory and practice’, Journal of
Business Ethics, Vol. 87 (April supplement), pp. 71-89.71
Many companies may find that they have already been engaging in CSR activities without
necessarily  identifying  them  as  such.    For  example,  a  company  may  have  in  place
environmental  management  systems,  health  and  safety  control,  employee  educational
advancement programmes or community outreach initiatives.  These are likely to become
important building blocks in understanding the current status of the company’s approach
towards CSR.
When assessing corporate norms and values, it is once again useful to examine
existing mission statements, policies, codes of conduct, principles, and other operating
documents, as they often provide a good beginning for a CSR audit.  In coupling with
documentary analysis, business operational processes need to be assessed to determine
if any of a company’s activities are in line with the CSR principles explained in Chapter II.
This should include, but is not limited to, human resource management, physical working
conditions, production processes and waste management.  As noted earlier, a CSR approach
is not a compliance-based activity.  It is all about the voluntary choices a company makes
to  improve  its  performance  and  the  way  it  relates  to  society.    Given  this  condition,
a required step is to ensure that the business already respects existing laws and regulations,
with regard to such things as governance, taxation, bribery, labour, or the environment.  As
explained, a good CSR strategy and the company’s reputation can be quickly damaged if
it is found to be in breach of basic laws.  This means, in addition to a review of internal
documents, a review of local rules and regulations that may affect business operations
should be also considered.
In addition to thoroughly examining internal operations for CSR-related challenges
and opportunities, it may be useful for a company to examine the activities of its business
partners (particularly supply-chain partners), since their misbehaviour can also significantly
and negatively affect the company.  This was most certainly the case with Nike when its
suppliers’  misconduct  seriously  damaged  Nike’s  own  reputation.    In  coupling  with  the
paper-based review, a consultation with key managers who represent key business functions
inside the company and with CSR and industry experts can offer further insight.  Another
practical CSR audit methodology relies on dialogue with various interested and knowledgeable
stakeholders.
67  This methodology appears especially relevant, as CSR auditing that engages
stakeholders  through  dialogue  can  in  turn  help  the  company  not  only  to  identify  CSR
priorities, but also to help build trust, identify commitment, and promote cooperation among
stakeholders and corporations.  Nonetheless, a question may be raised regarding who
should be engaged and how? This leads to the next component of CSR design:  stakeholder
engagement.
67 Morimoto,  Risako, Ash,  John  and  Chris  Hope  (2005).    ‘Corporate  Social  Responsibility Audit:
From Theory to Practice’, Journal of Business Ethics, Vol. 62. Issue 4, pp. 315-325.72
4.  Stakeholder engagement
68
Chapter I explains that business is seen as an integral part of society.  A business
does  not  exist  in  isolation  as  it  relies  on  a  multitude  of  relationships  with  customers,
employees,  suppliers,  communities,  investors  and  more.    Stakeholders  are  those  who
have the potential to produce a critical effect over the business operation and cause either
success or failure of a company.  Engaging stakeholders in the CSR design process is
thus essential.  A company needs to hold discussions with key external stakeholders about
CSR.    Mapping  out  the  interests  and  concerns  of  stakeholders  against  the  company’s
operations can potentially reveal both opportunities and problem areas.  Indeed, many
leading companies now see stakeholder engagement as central to the task of identifying
issues that are most material to them.  This section below covers the issues a company
needs to know with regard to stakeholder engagement.
Stakeholder engagement comprises the formal and informal ways of staying connected
to the parties who have an actual or potential interest in or effect on the business.  They
can include shareholders, employees, non-governmental organizations, business partners,
lenders, communities, regulators, consumers, or government.  Engagement implies that
business should understand the views of its stakeholders and takes them into consideration,
is accountable to them when accountability is called for, and uses information gleaned
from them to drive business development.  Stakeholder engagement often spans a continuum
of interaction that reflects the degree of influence stakeholders have in business operations
and decision-making.  At one end, businesses might simply inform stakeholders of their
plans while at the other, stakeholders are deeply involved from early on in the decision-
making process.  In between are varying degrees of consultation and participation.  However,
stakeholder engagement should include, at a minimum, a genuine effort to understand
stakeholder  views,  and  assess  how  the  company  can  best  hear  and  respond  to  their
perspectives.
Some key reasons to verify the significance of stakeholder engagement are:  social
capital, risk reduction, and business innovation.
• Building social capital:  As explained in Chapter I, business relies on several
types of capital for its operations.  Financial capital is obtained from banks and
investors; natural capital may be purchased in the marketplace; and human
capital can be acquired through employment.  But social capital must be built
up.  Social capital refers to the company’s relationship with society – how it is
perceived and regarded.  In today’s business environment, where reputation
has  become  essential  to  business’s  success,  social  capital  can  be  no  less
important than other forms of capital.  Social capital is also a foundation for
a company’s ‘licence to operate’.  It is essential to brand value too.  Building
social capital helps to improve access to information, enhance influence, and
68 Some parts of this section are drawn largely from Hohnen, Paul (2007).  Corporate social responsibility:
An implementation guide for business.73
can be given the benefit of the doubt should an unexpected problem arise.
However, while it is forged slowly over time through positive interactions with
stakeholders, it can be quickly destroyed when trust is broken.
• Reducing risk:  Stakeholder engagement can provide early warning signs of
the following:  service or product concerns of customers; safety; human rights
and  environmental  concerns  of  communities;  and,  governance  concerns  of
shareholders, among other issues.  With a stakeholder engagement process in
place, a company will have a means of detecting and effectively responding to
stakeholders’ concerns promptly, before they become bigger problems.  In this
respect, CSR engagement can provide a type of risk mitigation for business.
• Driving  for  business  innovation:    Businesses  that  cultivate  a  culture  of
learning and transparency in relation to stakeholders will have an edge in the
increasingly innovative-driven world.  Stakeholder engagement can improve
information flow, identify business opportunities and generate new ideas.  Some
companies use the engagement process to identify ideas for new products and
markets.
Next, it is important to examine how a company goes about exercising stakeholder
engagement  and  getting  all  of  the  concerned  parties  involved.   The  following  sections
outline steps which can help to ensure an effective stakeholder engagement process.
4.1  Identifying stakeholders and their concerns
Stakeholder identification is concerned with defining which stakeholder categories
the company should cooperate with and include in its CSR strategy.  Stakeholders are
individuals or organizations that have one or more interests in any activities and decisions
of a company.  The location, scale and nature of business operations will often determine
who should be considered as stakeholders.  The primary objective is to understand the
continuously  changing  objectives,  values,  demands,  and  expectations  of  those  people/
groups with stake in the business.
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To identify stakeholders, a company can ask some guiding questions:
• To whom do legal obligations exist?
• Who might be positively or negatively affected by the organization’s activities?
• Who has been involved when similar issues needed to be addressed?
• Who can help the organization address specific impacts?
• Who would be disadvantaged if they were excluded from the engagement?
• Who in the value chain is affected?
69 Jonker, Jan and David Foster:  2002, ‘Stakeholder Excellence? Framing the Evolution and Complexity
of a Stakeholder Perspective of the Firm’, Corporate Social Responsibility and Environmental Management,
Vol. 9, No. 4, pp. 187-195.74
Stakeholders can also be identified on the basis of the categorization as shown in
Table 2, developed by CSR Asia.  It is often a good idea for a company to brainstorm all of
its potential stakeholders.  Some stakeholder groups will appear in more than one category.
Table 2.  Categories of stakeholders
Broad type Category Criteria
Interest People or organizations that have already identified
themselves as company’s stakeholder by expressing an
interest in the company or concern about its activities.
Reflective Impact Stakeholders who are likely to have a big impact on the
Stakeholders company’s decision-making and potential performance
(such as government regulators, shareholders).
Inclusive Stakeholders who are identified to make sure that the
company’s coverage of organizations, issues and views is
complete and ensure that all social expectations are covered.
Influence Stakeholders who are able to influence other stakeholders
and the company’s own management and are therefore
important in helping to attain objectives.
Strategic
Informative Stakeholders who have particular knowledge about the
Stakeholders
company, industry or issues that are central to performance
now and in the future (e.g. academics)
Incisive Stakeholders who are themselves highly informed leaders to
the extent that they are able to identify and comment on
future trends, priorities and critical events (e.g. other business
leaders).
Source: Guidance manual for training of trainers course on implementation of the Global Compact,
developed by Dr. Richard Welford for ESCAP, 2009 (unpublished).
Note: Table based on categorization developed by CSR Asia.
Clearly  identifying  stakeholders  avoids  the  misallocation  of  resources  to  non-
stakeholders or to stakeholders with no legitimate interest or concern.  However, a company
may find it difficult to not only identify specific stakeholders, but also to appropriately take
into account the great diversity in stakeholder groups and their various (intrinsic) and often
conflicting values, objectives, expectations, and demands, all of which must be satisfied at
a  minimum.    Some  large  global  companies  may  involve  with  hundreds  of  stakeholder
groups.  But for most companies, it is best to avoid engaging too many stakeholders.  To
do  so  requires  a  company  to  set  priorities.    Some  criteria  which  may  be  useful  when
beginning to identify stakeholders include:
• Significance  of  the  effect  of  the  actions  of  the  company  in  the  view  of  the
stakeholder (for instance layoffs at the only plant in town will be very significant
to workers, their families and other residents);75
• Importance of the stakeholder group to operations (such as customers and key
suppliers);
• Opportunity to access new ideas (for example, engaging a group that is likely
to challenge current practices may provide fresh insight into a difficult problem—
but the company had better be prepared to actually change its approach);
• Requirements of regulators or permit-issuing bodies (for instance, getting an
operating license in certain countries, a company may be required to engage
indigenous peoples);
• Some operations (such as emissions to land or water) may have extra-territorial
impacts or implications that give legal or other grounds for special-issue groups
to intervene; and,
• Opportunity to share costs in addressing a specific challenge (for instance, by
partnering with another company or NGO working on the issue).
It is essential to explore which groups of stakeholders are the most powerful and
therefore the company should be especially careful to engage.  One useful technique is
the  Power-Interest  Grids
70 which array stakeholders on a two-by-two matrix where the
dimensions  are  the  stakeholder’s  interest  (in  a  political  sense,  as  opposed  to  simple
inquisitiveness) in the company or issue at hand and the stakeholder’s power to affect the
company’s or issue’s future.  Four categories of stakeholders are:
• Players, who have both an interest and significant power;
• Subjects, who have an interest, but little power;
• Context setters who have power, but little direct interest; and,
• Crowd which consists of stakeholders with little interest or power.
Figure 2.  Power-interest grid
High Subjects Players
Interest
Low Crowd Context setters
Low Power High
Source: Eden, Colin and Fran Ackermann. (1998).
Power versus interest grids typically help determine which players’ interests and
power bases must be taken into account in order to address the problem or issue at hand.
They  also  help  highlight  coalitions  to  be  encouraged  or  discouraged,  what  behaviour
should  be  fostered,  whose  ‘buy  in’  should  be  sought,  and  who  should  be  ‘co-opted’.
Finally, they provide some information on how to convince stakeholders to change their
views.
70 Eden, Colin and Fran Ackermann. (1998).  Making strategy:  The journey of strategic management.76
4.2  Planning for the engagement process
It is important to be clear about the purpose of stakeholder engagement.  A company
may be contemplating stakeholder engagement to better understand its impacts; to help
articulate  its  values,  mission,  strategy,  commitments  and  implementation;  to  facilitate
a regulatory approvals process; to participate in measurement and reporting; to avert or
solve  a  crisis;  or  to  proactively  improve  relationships.    The  company  must  realize  its
objective of engagement with each group of stakeholders, as the reason for engaging
stakeholders will determine the style of engagement and stakeholders’ expectations.  Notably,
it is also necessary to think in advance about what a company can expect in response to
feedback from stakeholders.  In many cases, the company may need to prepare to change
its plans significantly based on what it learns from the stakeholder consultation.
Once a company determines the objectives of engagement, it can begin to develop
a plan for the engagement process.  The plan should describe each stakeholder group
and any corresponding subgroups, to help ensure that individual participants are appropriately
representative of the full stakeholder groups.  It then needs to describe existing engagement
processes, since many of these can be used as a foundation to develop a more systemic
approach.  For example, engagement might already exist under the auspices of the current
management approach that a company is already conducting, such as ISO 9000 and ISO
14000.  Next, the engagement plan should note the capacity of the group to engage with
the company on specific issues.  Examples of this are:
• Communities, indigenous peoples and other stakeholders may need resources
to  participate,  including  credible  information,  compensation,  travel,  and/or
childcare;
• Whenever possible, use the language of the stakeholder groups to reduce any
gap between the company and stakeholders.  At the very least, interpreters
should be provided;
• Consider separating engagement processes for diverse cultural groups;
• Ensure that vulnerable or disadvantaged groups, such as employees and their
representatives in some situations, can speak openly, without fear of reprisal.
This may require holding engagement processes off-site;
• Be sensitive to gender and faith issues; and,
• Providing a facilitator of the same gender or faith as the participants may make
the group more comfortable about sharing information.
A company needs to choose the appropriate engagement approach.  This may be
focus groups, individual or small group interviews, surveys, formal referrals, key-person
meetings, advisory councils or some other engagement approach.  The key point is that
the approach chosen should reflect the engagement objectives, stakeholder capacity, cost
and time constraints, and whether qualitative or quantitative information is required.77
4.3  Exercising the engagement process
The key means of engagement will often be the actual dialogue and exchange of
conversation.    It  is  worth  noting  that  dialogue  means  two  parties  conversing.    It  must
cultivate the capacity for listening and being seen to be listening by all parties involved.
Entering  into  engagement  in  a  spirit  of  equality,  respect  and  openness  will  increase
opportunities for mutual benefit.  Listening to the critical views of stakeholders may sometimes
be challenging, but it does provide a company with an opportunity to learn more about
perceived problems, and serve as a basis for constructive action.  When inviting stakeholders
to participate, a company should be clear about the degree of influence they will have and
commit to it, as this is directly linked to trust building.  Nothing is more likely to destroy
trust and discourage future engagement with stakeholders than making key decisions prior
to meeting with them.  The more open and transparent a company is, the more trust is
built and the more stable the entire process will be.
After the dialogue and engagement process have commenced and agreement by
both  the  company  and  the  stakeholders  on  the  approach  and  deliverables  has  been
agreed upon, it is important for the participating parties to deliver on their engagement
commitments.  The dialogue should be maintained in accordance with the process that
has been endorsed.  Clear ground rules or protocols should be set with the understanding
support of all stakeholders.  These protocols should cover confidentiality issues such as
whether information obtained at meetings can be used publicly, and if so, how extensively.
This will help prevent any potential conflicts or distrust during the dialogue process.  Recording
or recapitulating the main points after each meeting is one way of demonstrating mutual
understanding.  Dialogue can also be enhanced through the use of more than one approach,
such as a combination of interviews, surveys and/or focus groups.
5.  Developing a CSR-integrated strategic plan
5.1  Establishing a vision and working definition for CSR
After a company clarifies its internal values, norms, and CSR-related initiatives and
practices, as well as its key stakeholders and their concerns and interests, the company
can then identify a common meaning for CSR that promotes a socially responsible shared
vision which includes stakeholders’ expectations and is compatible with the company’s
long-term strategic goals.  Developing a working definition for CSR is also essential if
managers and stakeholders are to work in the same direction and to establish foundations
for subsequent activities.
71  A working definition of CSR will shed light on two key elements:
(1) the motivation supporting the commitment to CSR, and (2) the stakeholders and issues
identified as most important to the business
72.  The working definition for CSR also must
establish a constructive, socially responsible vision.
 71 Industry Canada (2006).  Corporate social responsibility:  An implementation guide for Canadian
business.
72 Maignan, Isabelle, Ferrell, O.C. and Linda Ferrell (2005).  ‘A stakeholder model for implementing
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A strong leader can play a key role in creating a CSR vision for the company,
aligning this vision with the demands from both external forces and stakeholders.  A CSR
vision should be designed carefully in accordance with identified corporate values and
formulated to fit the corporate vision.  Leaders may also take some initiative in communicating
the vision in an inspiring way so that employees are further motivated to act accordingly.
The prominent role of a leader in shaping and developing a company’s vision for CSR is
clear  in  the  cases  of  Brandix  Lanka,  SS  Steel,  DiGi  Telecommunications,  Frangipani
Lankawi Resort & Spa, and CDL, all of which have been presented in detail in Chapter II.
In  addition  to  strong  support  from  top  leaders,  a  socially  responsible  vision  must  be
formulated  and  declared  by  top  management  and  then  formalized  and  communicated
through official documents, such as annual reports, corporate brochures, and online postings.
Engaging people at all levels of the company – from employees to managers and
members of the board of directors – in developing the definition of CSR from the very
beginning will help ensure the approach the company ultimately takes to CSR will resonate
and be supported throughout the company.  Input from members of the board, CEO and
other senior managers can be particularly helpful in articulating a working definition, since
they should be able to shed light on the initial motivations for launching work on CSR.  A
final  note,  wherever  possible,  top  management  should  reference  internationally-agreed
standards and instruments in framing CSR working definitions as these lend further legitimacy
and consistency to CSR efforts.
5.2  Benchmarking with competitors’ CSR practices, norms,
standards, and practices
Some business might consider setting up a benchmark of CSR practices with its
key competitors.  Benchmarking allows the company to continue to highlight what it needs
to keep in order to support its competitive advantage, while also identifying inappropriate
activities.  Benchmarking criteria must be in accord with the characteristics of the industry
sector under scrutiny.  This means a CSR team may explore other companies in their own
country or elsewhere in the same or related sector, and whether they are conducting any
CSR activities.  It can examine the similarities and differences between the company and
other companies.  Examining the vision, values and policy statements of leading competitors,
along with their codes, new CSR-related product lines or approaches, and any initiatives
or programmes in which they participate, can be very useful.  If possible, a CSR team may
assess the benefits, costs, immediate outcomes, resource implications and changes to
current practices necessary for the company to adopt similar approaches which will provide
helpful information for the next stage.
The process of benchmarking competitors’ CSR practices consists of three broad
steps:
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• First, a company identifies the best performers on each CSR-related issue on
the basis of its industry knowledge about industry-specific issues and recognized
CSR champions for more general CSR issues;
• Second,  the  process  requires  identifying  the  norms  and  standards  used  or
developed by competitors and then measuring the performance of the best-in-
class companies against each of these benchmarks; and,
• Finally,  a  company  should  compare  its  performance  with  that  of  the  best
performers and accurately measure any gap.
Learning from peers and sharing experiences may be possible through networks
that offer business people opportunities for learning, benchmarking, and capacity building.
Furthermore, such opportunities can provide the possibility to create an exchange between
business and stakeholders, such as policymakers, government, investors, social partners,
civil society, and academics.  In the case of the United Nations Global Compact, there are
local  networks  in  many  countries  across  the  globe;
74 United Nations Global Compact
Local  Networks  are  clusters  of  participants  who  come  together  to  advance  the  Global
Compact and its principles within a particular geographic context.  They perform increasingly
important roles in rooting the Global Compact within different national, cultural and language
contexts.  Their role is to facilitate the progress of companies (both local companies and
subsidiaries  of  foreign  corporations)  engaged  in  the  Global  Compact  with  respect  to
implementation of the ten principles, while also creating opportunities for multi-stakeholder
engagement and collective action.
5.3  Crafting the strategy
A company needs a good CSR strategic plan to ensure that it builds, maintains and
continually strengthens its identity, its market, and its relationships with all stakeholders in
a productive manner.  Importantly, the plan should provide a framework for a coherent
business strategy based on the issues that the company and its stakeholders consider
material.  Thus, a CSR strategic plan becomes a roadmap for the company in moving
ahead on CSR initiatives as the plan will set the direction and scope over the long-run with
regard to CSR.  It allows a company to be successful using its resources within its unique
environment  to  meet  market  needs  and  fulfil  stakeholder  expectations.    A  good  CSR
strategy should identify the following:
• overall direction for where a company wants to take its CSR work;
• stakeholders and their perspectives and interests;
• basic approach for moving ahead;
• specific priority areas;
• timeline for action, responsible staff, and resources; and
• process for reviewing and assuring outcomes.
74 United  Nations  Global  Compact  Local  Networks,  visit  http://www.unglobalcompact.org/
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The role of top management remains critical in crafting a CSR plan.  Without the
backing of a company’s leadership, CSR strategies have little chance of continuity.  The
first step in developing a CSR strategy is therefore for the CSR team to report back to top
management about key findings of the assessment and stakeholder engagement.  This is
to gauge interest of top management in moving ahead with the CSR approach.  The CSR
assessment should generate a base of information which a company can use to develop
its CSR strategy.  The assessment should indicate that several aspects of current operations
are vulnerable to external criticism; reveal pressures from certain key stakeholders in CSR
areas; or provide evidence of real opportunities for new initiatives related to CSR.  The
assessment may also show that current operational processes in relevant to CSR issues
may not be well coordinated and some changes may be needed.
Another initial step in framing the CSR plan may involve translating values, visions,
or  policy  statements  into  commitments,  expectations,  and  guiding  principles  (such  as
codes of business conduct and ethics) that will gear the CSR practices of the company.
Goal  setting  occurs  simultaneously  with  the  development  of  targets  and  performance
measures.  At this point it is also useful to explore the existing CSR instruments that have
been developed to provide guidance on what to do, and how to do it.  Some of these
international  instruments  –  including  the  United  Nations  Global  Compact  –  have  been
developed to reflect internationally-agreed norms and standards on responsible business
conduct.  Others instruments, such as ISO standards and the GRI, have been developed
in partnership with business, NGOs and other experts.  There are also a large number of
sector-specific  codes  and  guidelines  that  have  been  developed,  often  by  the  business
community.  In assessing which of these (or which combination) might be most useful, it
will be important to consider such issues as who else is using them, and how well they
represent governmental or societal expectations.
A  company  may  decide  on  one  of  two  broad  options  for  proceeding  with  CSR
strategy:  an incremental adjustment to CSR or a comprehensive organizational change.
For an incremental change, a CSR initiative may start with a broad set of principles which
can include detailed codes, conformity assessment, public reporting and involvement of
community and non-governmental organization representatives.  Examples of this type of
incremental change, as discussed in Chapter II, include KVPL, Viyellatex, and SS Steel.
On the other hand, a company may decide to change direction more fundamentally with
regard to the social and environmental effects of its activities.  For example, a company
may decide to completely overhaul its product line, production methods and sales practices
to ensure that their business conducts are not threatening the ecosystem.  These types of
comprehensive implementation, also discussed in Chapter II, include China Development
Bank, City Developments Limited, Franginani Langkawi Resort & Spa, and Toppan Printing.
Regardless  of  the  type  of  approach  a  company  adopts,  brainstorming  sessions
with senior managers, employees, key business partners and other stakeholders should
be held to help with the formulation of a specific CSR plan.  Participants must be clear on
the need to align any CSR approach with the company’s core business objectives, methods81
and  core  competencies.    Some  of  the  following  questions  are  helpful  when  preparing
a CSR plan:
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• What  social  and  environmental  activities  and  initiatives  has  the  company
undertaken already?
• What strengths, weaknesses, opportunities and threats do these present?
• What has the company learned about and from others that could be helpful?
• What are the company’s CSR vision and goals?
• Where could the company be in next five or ten years in terms of CSR activities
and outcomes?
• What are the major social issues and how might the company help?
• If the company is to be a CSR leader, what changes to current practices and
products would need to take place?
• Are there some CSR activities or initiatives that could easily be undertaken
now?
• Are there areas in which CSR changes would have a particularly big impact on
the company and others? What are they and what are the likely impacts?
• Can the proposed CSR changes be organized into short-, medium- and long-
term deliverables? What are the resource implications of these deliverables?
Are there any changes to the company’s structure that would need to occur to
implement any of the deliverables?
• Are there any other obstacles or impediments (including inadequate training or
equipment or inappropriate incentives structures) that might stand in the way
of taking a more systematic approach to implementing CSR? If so, what are
they?
• Are there opportunities for cost reductions?
• What  are  the  potential  risks  of  failing  to  take  into  account  the  broader
environmental, social and economic aspects of a business’s activities?
• What should the priorities for action be if the organization decides to do more?
In addition to stimulating new ideas, such brainstorming sessions can also generate
excitement and build awareness about CSR activity within a company.  Ultimately, the
company will need to come up with an informed decision on how it should proceed with its
CSR initiative.  The decision should be made after consider three main components:
76  the
company’s general (1) direction, (2) approach, and (3) focus areas with regard to CSR.
75 Industry Canada (2006).  Corporate social responsibility:  An implementation guide for Canadian
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• Direction is the overall course a company can pursue or the main area it is
aiming to address.  For example, an apparel company could decide to emphasize
worker health and safety.  A property development company might decide that
environmental issues associated with construction should be the nucleus of its
activities.  A palm oil company could choose improving relations with surrounding
communities as its chief concern.  A financial company might decide that anti-
bribery measures are a target direction.
• Approach refers to how a company plans to move in the direction identified.
For example, a company might decide to first revise its mission, vision, and
values and ethics statements.  Next, it may put a new code of conduct in place
which it then communicates with employees and, finally, addresses issues with
contractors.    A  company  may  take  an  incremental  adjustment  option  or
a comprehensive approach to these changes, as mentioned earlier.
• Focus  areas  should  align  most  clearly  with  the  business  objectives  of  the
company and, hence, are immediate priorities.  The focus areas may identify
gaps in a company’s processes; may attempt to capitalize on a new opportunity;
or may address needs of certain key stakeholders.  For example, a financial
institution could identify new protections for clients’ personal information, while
a property development company might decide to focus on its environmentally
related activities as an immediate objective.
Decisions regarding these three key components of CSR strategy will involve setting
priorities.  The size of the problem and its seriousness, the estimated effectiveness of
possible solutions and the ease of implementation are key factors to take into account
when prioritizing.  Financial and human resources needed to implement the changes must
be  assessed,  as  they  are  important  criteria  for  decision-making,  along  with  legal  and
customer requirements, and the speed with which decisions can be implemented.
A useful framework that helps a company in deciding which social concern should
be the area of focus is advised by Porter and Kramer.
77  They propose that issues affecting
a company may fall into three categories.  Generic issues are important to society but
neither significantly affected by the company’s operations, nor can influence the company’s
long-term competitive edge.  Value chain impacts are those issues that are significantly
affected by the company’s activities in the ordinary course of business.  Social dimensions
of competitive context are factors in the external environment that significantly affect the
underlying drivers of competitiveness in the locations where the company operates.  For
example, carbon emissions may be a generic social issue for a financial services firm like
the China Development Bank but is a negative value chain impact for a transportation-
based company like COSCO, or both a value chain impact and a competitive context issue
for a car manufacturer like Toyota.
77 Porter and Kramer (2006).83
A company needs to sort all relevant issues into these three categories then rank
them in terms of potential impact.  The categorization may vary from business to business,
industry to industry and place to place.  Even issues that apply widely in the economy can
have greater significance for some industries than others.  Healthcare benefits will present
less challenges for software development firms, where workforces tend to be small and
well compensated, than for companies in retail business, which is heavily dependent on
large numbers of lower-wage workers.  Categorization and ranking would help a company
to find ways to reinforce corporate success by advancing societal conditions but it is just
the means to an end.  The corporate social agenda must be responsive to stakeholders
however at the same time it also needs to be strategic in selecting CSR agenda to pursue.
A strategic CSR approach will help a company make the most significant social impact and
garner the greater benefits for business.  Porter and Kramer introduce two approaches
a company may apply in choosing its CSR agenda.
Figure 3.  CSR approaches
Generic social impacts Value chain social impacts
Social dimensions of
competitive context
Good citizenship Mitigating harm from value Strategic social contribution
chain activities that leverages capabilities
to improve salient areas of
competitive context
Responsive CSR Transform value chain
activities to benefit society Strategic CSR
while reinforcing strategy
Source: Porter and Kramer (2006)
Under the responsive CSR, a company may choose to act as a good corporate
citizenship which is to serve social concerns of stakeholders.  A company may pursue
agenda  that  help  it  mitigate  existing  or  anticipated  adverse  effects  from  its  business
activities  along  its  value  chain.    Because  there  are  a  myriad  of  possible  value  chain
impacts for each business unit, many businesses have adopted a checklist approach to
the selection of CSR agenda.  The Global Reporting Initiative has enumerated a list of 141
CSR issues supplemented by auxiliary lists for different industries which could be a starting
point for this purpose.  Strategic CSR focuses on a small number of initiatives which social
and business advantages are large and distinctive.  Some companies adopt CSR agenda
where  the  business  innovation  to  benefit  society  converges  with  improved  company’s
competitiveness in the product offering and the value chain.  The case of Toyota’s Prius
mentioned in Chapter I could be considered as a good example of this.  This is where the
success of the business and the society become mutually reinforcing.  The more closely
tied a social issue is to the company’s business, the greater the opportunity to leverage
the firm’s resources and capabilities to benefit society.  For strategic CSR issues, when
value chain practices and investments in competitive context are fully integrated, CSR84
becomes hard to distinguish from the day-to-day business of a company.  For example, in
the case of Nestlé’s Milk District in India in Chapter I, the company investment in local
infrastructure with the knowledge and technology transfer to local communities over decades
had produced enormous social benefits through improved healthcare, better education,
and economic development, while giving Nestlé direct and reliable access to the commodities
it needs to maintain a profitable global business.
It is noted that a company could conduct strategic CSR if it can find an agenda
which social dimension is added to its value proposition, making social impact integral to
the overall corporate strategy.
Another  helpful  technique  in  drawing  up  a  CSR  plan  is  to  create  a  matrix  of
proposed CSR actions.
78  The matrix can be set out by environmental, social and economic
aspects, though there may be some overlap.  The matrix plots out current and possible
CSR activities, processes, products and impacts which can then be used to cross-reference
against a company’s current activities and structure.  This can also be used for monitoring.
An example of this type of matrix is illustrated in the following table.
78 Hohnen, Paul (2007).  Corporate social responsibility:  An implementation guide for business.
Table 3.  Matrix of CSR actions
Social activity Economic activity
Environmental activity (e.g. workers, communities) (e.g. quality assurance,
customer satisfaction)
Current Proposed Current Proposed Current Proposed
Processes Registered Kyoto Certified to SA8000** Registered to Integrated
to ISO 14001 emission OHSAS* or Fair Labour  ISO 9001 Management
reductions? Association Systems
(FLA) (IMS)?
Products/ Some Products to None at SA8000 or Use of Keep abreast
services products be certified present product ISO 9001 of ISO work




Impacts Internal Supply Internal Supply chain/ Internal Supply chain/
impact chain/ impact community impact community
assessment community assessment impacts? assessment impacts?
undertaken impacts? undertaken undertaken
Focal point Environmental Affairs Human Resource Department Quality Assurance
Department Department
Source: Hohnen (2007)
Note: *OHSAS:  Occupational Health and Safety Standard
** SA:  Social Accountability Standard85
Supporting  organizational  structure  and  human  resource  alignment  for  CSR
implementation is essential and should be considered during the planning stage.  It may
include  the  development  of  an  integrated  CSR-enabling  structure  such  as  designating
a senior official or a committee responsible for overall CSR implementation, improving
inter-functional coordination, building CSR responsibilities into employees’ job descriptions
and performance evaluations, recruiting people knowledgeable in CSR with appropriate
attitudes and skills, and developing regular forums in which to share issues and knowledge
across a company.
6.  Implementing a CSR-integrated strategic plan
6.1  Building CSR commitments
CSR commitments are instruments a company develops or signs on that indicate
what the company commits to conduct to address its socio-economic and environmental
impacts.  CSR commitments are plain-language statements containing clear and concise
obligations.    CSR  commitments  flow  from  the  CSR  assessment  and  strategy  and  are
developed  at  the  point  when  a  company  moves  from  designing  to  executing.    CSR
commitments help align and integrate CSR into the company’s business strategy, objectives
and overall goals.  The commitments provide clear guidance to employees about how they
should  conduct  themselves.    They  also  serve  as  a  means  in  which  a  company  can
communicate the nature and direction of the company’s social and environmental responsibility
to  customers,  investors,  business  partners,  suppliers,  communities,  non-governmental
organizations, governments, the general public and others.  The commitments are a vital
component of any company’s efforts to be transparent and accountable.  CSR commitments
make it clear to parties what they can expect from a company.  This means the commitments
can serve as a baseline against which the company’s future behaviour may be subsequently
measured.    An  additional  benefit  is  that  by  articulating  these  expectations  up  front,
a company decreases the potential for misunderstandings to arise later.  In this sense,
CSR commitments can improve the quality of the involvement a company has with parties
it interacts with.
There are two types of CSR commitments.
79 In many circumstances, the company
may already have aspirational and prescriptive commitments in place that can be adjusted
to  fully  integrate  CSR.    Aspirational  commitments  articulate  the  long-term  goals  of
a company and are usually written in general language.  Examples from the case studies
presented in Chapter II include Coca-Cola on water preservation and CDL on its vision to
become a corporate citizen.  The main objective of aspirational commitments is to articulate
a high level and common understanding of what a company stands for and how it would
like  to  be  regarded.    They  often  take  the  form  of  vision,  mission,  values  and  ethics
statements, or charters.  They form the backdrop for specific and prescriptive codes of
conduct and standards, which are usually designed to benchmark or directly control behaviour.
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For CSR to be truly integrated into values, decision-making and activities, a company’s
aspirational commitments must fully reflect its social and environmental positions.  In the
absence of CSR aspirational commitments, there is a risk that various parts of the company
will embark on CSR implementation activities for different purposes.  Likelihood for this
occurring is reduced when work begins with a shared view of what the company stands for
and where it is heading.
Prescriptive commitments, such as codes of conduct and standards, stipulate
more specific behaviours that a company explicitly agrees to comply with.  A company may
choose to develop its own code of conduct (such as the case of COSCO on labour rights
or CDL on supply chain management in Chapter II) or to sign on to an existing code or
standard developed by a third party (such as KVPL and CADP in Chapter II).  The main
advantage for a company developing its own code of conduct is that the code can be
tailored to reflect its specific circumstances.  On the other hand, developing a code of
conduct can be a lengthy and expensive process, and the end product may not have the
credibility  of  a  third-party  code.    There  are  many  third-party,  CSR-related  codes  and
standards  with  which  companies  may  choose  to  comply  including  the  United  Nations
Global Compact.  Non-governmental organizations frequently play lead roles in developing
these codes and standards and in ensuring they undergo multi-stakeholder consultations.
Codes and standards are often linked to third-party verification or certification labelling
programmes.  One note to be made is that a company needs to make sure its codes and
standards are compatible with its mission, culture and activities.  This helps to reduce the
likelihood of later programmes failing upon implementation.
Before  developing  CSR  commitments  or  agreeing  to  adhere  to  third-party  CSR
codes or standards, it is useful for companies to examine the CSR commitment instruments
others are using, particularly leading companies.  Companies should also research CSR
instruments  developed  by  intergovernmental  bodies  such  as  the  United  Nations,  the
International Labour Organization and the Organisation for Economic Co-operation and
Development.  Because governments have developed these instruments in conjunction
with other parties, they have credibility and are good guides to what is considered acceptable
and unacceptable behaviour.  Also, a review of available non-governmental CSR-related
codes and standards initiatives will likely be useful.  Some key international CSR instruments
are summarized in the following table.
Developing CSR commitments presents a company with the opportunity to generate
interest  in  CSR  among  its  staff  and  build  agreement  about  how  codes  and  standards
specifically apply to the company.  Based on the defined commitments, a company can
then develop more practical steps towards implementation.  However, consultation with
stakeholders remains significantly relevant.  It is critical that the board and top management
firmly support a company’s CSR commitments.  Without such support, there is very little
likelihood that subsequent CSR activities will effectively take place.  Similarly, employees
possess front-line knowledge of the problems a company faces and ultimately will play
a critical role in implementation.  Thus, their meaningful input and support to the commitments
should not be neglected.  There may also be value in having informal initial discussions87
with business partners, supply chain members and other contractors.  The objective of
these  discussions  would  be  to  sound  these  parties  out  about  which  commitments  to
choose and to identify partners willing to help develop them.  When the commitments
apply to these parties, their involvement and agreement to comply with the terms of the
commitments is crucial.  In many cases, it can also be useful to reach beyond those with
whom the firm has contractual relations to more broadly affected groups, such as consumers,
labour and environmental organizations, community groups and governments.  Drawing
on the input from these consultations, a company can finalize commitments to be published
and shared with all employees and stakeholders.  Often this is published on the company’s
website, letterhead, annual report, or even its business cards.
6.2  Identifying a key implementation focal point and developing an
integrated decision-making structure
A clear decision-making structure identifies who is responsible for CSR decision-
making  and  action  within  a  company.    In  particular,  CSR  implementation  will  involve
a number of decisions that could affect the business operations of a company.  Therefore
a decision-making structure should be well placed to ensure a smooth implementation and
that its CSR commitments are met.  There should be a team or committee, or at least
Table 4.  Key international CSR instruments
Instruments Sources
United Nations Global Compact http://www.unglobalcompact.org/
The Organisation for Economic
Co-operation and Development (OECD) http://www.oecd.org/dataoecd/56/36/1922428.pdf
Guidelines for Multinational Enterprises
(2000 revision)
International Labour Organization (ILO) http://www.ilo.org/wcmsp5/groups/public/---
Tripartite Declaration of Principles ed_emp/---
concerning Multinational Enterprises emp_ent/documents/publication/wcms_094386.pdf
and Social Policy




Global Reporting Initiative http://www.globalreporting.org/Home
ISO 14001 and ISO 26000 http://www.iso.org/iso/home.htm
OHSAS 18001 Occupational Health http://www.ohsas-18001-occupational-health-and-
and Safety safety.com/
SA8000 http://www.sa-intl.org/88
a senior manager, responsible for the overall CSR implementation within a company, and
they should be given the resources to do the job effectively.  If a company set up a CSR
team at the beginning of the process (see section 2.1 of this chapter), the team may be
appointed to oversee the CSR implementation as they have involved with the CSR initiative
development from its inception and have been engaged with all stakeholders.  Particular
departments with CSR responsibilities (such as environment, health and safety protection,
worker relations, supplier relations, community relations, and customer relations), if not
directly  involved  on  the  team,  will  have  to  report  and  be  accountable  to  the  CSR
implementation team or senior manager.
It is also essential that a company aligns and integrates its CSR goals and decision-
making with its overall goals and strategies, so that taking CSR considerations into account
in  corporate  decision-making  becomes  as  natural  as  taking  customer  or  marketing
perspectives  into  account.    It  could  be  a  centralized  CSR  decision-making  structure,
a decentralized structure, or even a hybrid.  There is no single way of correctly organizing
a company’s CSR decision-making.  It depends on their operating features and management
style.  If senior management buy into CSR from its preliminary assessment to strategy
development and commitments, it is not difficult to identify a person or group of managers
at the top level of a company to assume key CSR decision-making responsibilities.  The
decision  structure  should  also  be  accountable  throughout  the  organization:    from  the
board, CEO and senior levels, supported by coordinated cross-functional decision-making
and specialized staff expertise.  Notably, assigning CSR responsibilities to some top managers
ensures that the CSR initiative will receive attention at the management level.  The role of
the  board  and  its  participation  is  emphasized  herewith.    For  example,  a  sitting  board
member could be tasked with the broad responsibility for overseeing CSR activities; or
a new board member with specific CSR expertise could be appointed; or CSR responsibilities
could then be added to the work of existing board committees; or the entire board could be
involved in CSR decisions.
6.3  Preparing a CSR operational plan
At this step, a company has now reached a stage where the CSR operational plan
can be developed.  The CSR operational plan should flow from the CSR strategy and
commitments.  The operational plan may be described separately or included as part of
the company’s existing overall business plan.  With the strategy, commitments, CSR team
and decision-making structures in place, the CSR operational plan helps ensure that the
words are transformed into effective action.  An excellent way of doing this is to determine
what human, financial and other resources and activities will be required to carry out the
CSR  strategy  and  commitments.    For  example,  a  CSR  commitment  may  be  that  the
company will not offer improper payments to public officials.  The first operational step to
implement this commitment might be to create a training course on the distinction between
proper and improper payments.  The next step might be to review the company’s incentive
and dis-incentive structure (such as commissions) to ensure it does not indirectly encourage
improper behaviour.  A third step might involve setting up a hotline as a part of whistle-
blower protection measure.  In the CSR operational plan, each of these tasks could be89
further  broken  down  into  smaller  components,  with  specific  timelines  and  resource
requirements  for  each.   These  obligations  should  be  built  into  the  job  description  and
performance objectives of each lead person which is discussed in section 8.
6.4  Mobilizing internal staff
Based on the approach set out in this chapter, input from key stakeholders should
be  solicited  at  every  stage,  from  preliminary  assessment  and  on  through  to  strategy
development and implementation.  During the actual execution, company staff will play
a central role in CSR implementation.  Although top management determines CSR direction
and strategy, most of the implementation activities will largely rest in the hands of the
middle level managers and front-line staff.  If not properly engaged, employees can be
a source of problems for all concerned.  Therefore, it is vitally important that there is good
communication between top management and employees/employee representatives about
CSR strategy and a strong commitment to its implementation.  In addition, employees
should fully accept and be enthusiastic about implementing a company’s CSR initiatives.
This will happen when they believe that senior management is serious about CSR and
acts in a manner that reflects the spirit of the commitments.
In the case studies presented in Chapter II, most of the companies recognized the
significance of their staff in the implementation process and fully mobilized them to be
involved  in  their  respective  CSR  initiatives.    For  KVPL,  ‘A  Home  for  Every  Plantation
Worker’ was aimed to directly address many aspects of the plantation worker’s human
rights  and  well-being  of  staff.    The  employees  were  both  the  target  beneficiaries  and
implementers.  COSCO’s employees were mobilized to participate in discussions relating
to production, operations and management of the company’s Collective Contract which
defines their labour relations and protection of legal rights and interest of employees.  DiGi
Telecommunications organized several awareness, education and engagement activities
for staff in line with its Deep Green initiative.  Activities included car pooling and office
waste reduction through recycling.  For Frangipani Langkawi Resort & Spa, the company
saw it was vitally important to involve staff in efforts to be environmentally responsible.
Mobilizing  employees  or  employee  representatives  in  implementation  means  to
first focus on awareness.  In fact, employees should be well aware of CSR directions,
strategies and commitments from earlier activities, assuming they were fully engaged.  At
this execution stage, they should receive context for and background on the company’s
approach  to  CSR,  including  the  motivation  for  engaging  in  it,  why  the  approach  was
adopted,  its  relevance  to  the  company,  how  it  fits  with  existing  firm  objectives,  how  it
changes current approaches, and other implications.  Involving employees in discussions
of how CSR commitments are to be implemented is a good way for internal stakeholders
to develop a sense of ownership of and pride in the company’s CSR activities.
In many cases, CSR training for staff will also create awareness and help employees
understand how CSR issues affect them and their immediate environment and how it can
be implemented.  For example, to ensure that corruption prevention systems were followed90
closely and understood by all staff members of the bank, China Development Bank achieved
100 per cent employee participation in its training on the systems.  Viyellatex arranges
regular  training  programmes  for  its  workers  to  educate  them  about  their  rights  in  the
workplace and policies and procedures that help maintain a healthy and productive workplace.
In  establishing  an  in-house  management  system  to  address  Principle  7  of  the  United
Nations Global Compact, Toppan provided training sessions, briefings and workshops to
increase awareness of the company’s goals to its employees.
Finally, any corporate or employee activities that counteract or fall outside CSR
principles and the designed CSR strategy should be identified early, as they can damage
the progress to CSR success.  Mechanisms and processes must be in place for early
detection,  reporting,  and  resolution  of  problematic  activity.    Such  mechanisms  include
anonymous hotlines, e-mail boxes or ombudspersons.  Regardless of which method they
choose, companies must ensure that these mechanisms are designed well to deal with
problems and that they are not the option of last resort.
7.  Monitoring and evaluating the CSR plan
In order to improve CSR performance, monitors and evaluations should be based
on measuring, verifying, and reporting, with the objectives of determining what works well,
why, and how to ensure it will continue.  At the same time, it should investigate what is not
working well and why; exploring barriers to success and ways to overcome them; and
revisiting original goals or establishing new ones as necessary.
7.1  Setting up measurable targets and identifying
performance measurements
As with any other aspect of successful business practice, effective execution of
a CSR initiative requires the setting of measurable targets and performance measures.  In
essence, some intermediate targets need to be defined as milestones along the way to the
achievement of the ultimate goal.  They provide a gauge of progress and an opportunity
for re-evaluation when an adjustment to the approach, training or resources is necessary.
When achieved, targets may also be a source of celebration in their own right.  In this
sense, they can help build momentum.  A widely used approach to measuring success is
to identify the objectives underlying a CSR commitment, develop key performance indicators,
work out the measurement method and then measure the results.
The case of DiGi Telecommunications mentioned in Chapter II is a good example
of  this.    Underlying  a  commitment  to  address  climate  change  by  managing  its  energy
consumption and reducing its carbon release, the company set a goal to reduce its CO
2
emissions  by  30  per  cent  by  2011.    Quarterly  targets  were  set  to  be  monitored  and
evaluated to track progress.  A key performance indicator is its electricity consumption; the
measurement method could be recording the kilowatts of electricity used each month.  A
regular review of the commitments, objectives, indicators and measurement methods may
lead a company to modify its CSR objectives.  In the case of DiGi Telecommunications,91
the company finally concluded that to achieve the CO
2 emissions target though reduction
in energy consumption, all 2,500 employees needed to be aware of the goal and given the
opportunity  to  become  involved.    Thus,  an  additional  target  of  staff  awareness  of  the
company’s commitment to address climate change must be added.  This target will follow
with some training programmes for employees about climate change and guidelines for
individuals to address the issue.  A survey conducted in early 2009 showed that DiGi had
achieved 10 per cent of its target on CO
2 emissions reduction which is a reduction of
7,159 tons of CO
2 emissions.  For employees, the survey indicated that 80 per cent of its
staff was aware of the company’s commitment to address climate change.
There may be occasions when measurable targets are not possible, as would be
the case with brand recognition or a company’s reputation.  In such situations, a qualitative
target  may  be  used  as  an  alternative.    One  credible  method  for  measuring  whether
a company is meeting qualitative targets is by obtaining feedback on their effectiveness
from a variety of stakeholders.
7.2  Verifying results
Proof of CSR progress is crucial to a company’s success.  It can provide the basis
for  informed  decision-making  by  interested  parties  who  may  wish  to  purchase  the
company’s products, invest in the business or support the company’s activities in their
community.  The company can also use it as a basis for further improvement, risk assessment
and support for new directions and opportunities.  Proof of progress can also be important
for obtaining and maintaining a company’s licence to operate, improving internal operations
and building relationships.  Verification aims to conduct conformity in assessment of the
activities  being  implemented,  which  can  take  place  in  any  number  of  ways,  including
internal audits, industry (peer) and stakeholder reviews, and professional third-party audits.
Verification is often more complicated than expected.  As each firm is unique, there
is no single approach to carrying out the verification itself.  Companies should tailor their
approach of verification to suit the corporate culture, context, objectives and content of
their  CSR  strategy  and  commitments.    Some  companies  decide  to  engage  in  internal
reviews.  The advantage of internal reviews is that they can typically be conducted more
expeditiously than external reviews and at less cost.  However, internal reviews are not
likely to have the credibility of those conducted by external parties and are vulnerable to
criticisms of conflict of interest.
On the other hand, companies may agree to adhere to third-party-assured initiatives.
Third-party certification and auditing involves on-site inspections and review of management
systems to determine levels of conformity to particular criteria set out in codes and standards
to which the company has agreed to adhere.  The advantage of this approach is that when
the  third  party  has  the  credibility  and  experience,  the  verification  is  less  vulnerable  to
criticisms of conflict of interest and can more likely reveal problems that might not otherwise
be brought to light.  That being said, third-party-verification is typically expensive, and it
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conformity assessment expertise.  Notably, verification activities not done in a rigorous,
professional  manner,  and  not  seen  as  credible,  can  serve  to  undermine  a  company’s
credibility and reputation.
Some companies may draw on testimonials or statements from external stakeholders
in addition to other approaches.  In addition to being cost efficient, an advantage of this
approach is the control the company has over how verification is undertaken.  A disadvantage
is that this approach may lack credibility.  Some firms may conduct an opinion survey of
community/local leaders to see how well their activities live up to its statement of principles
and report the results.  Some companies may use a combination of approaches.  For
example, a company can employ an external stakeholder group to provide input to the
company on preparing its report, and then use external auditors to verify the report.
7.3  Evaluating progress
An evaluation helps a company track the overall progress of its CSR progress, as
per the plan, and forms the basis for improvements and modification if necessary.  Using
information derived from verification, evaluation enables a company to:
• determine what is working well, why and how to ensure that it continues to do
so;
• investigate what is not working well and why not, explore the barriers to success
and what can be changed to overcome the barriers;
• assess what competitors and others in the sector are doing and have achieved;
and
• revisit original goals and make new ones as necessary.
With this base of information, a company is in good position to determine whether
the  current  CSR  approach  is  achieving  its  objectives  and  whether  the  implementation
approach and overall strategy are correct.  Evaluation is also all about learning.  Learning
organizations are those whose existence is based on continuous receipt and comprehension
of new information and adaptation for sustainable advantage.  They do not simply attempt
to achieve objectives; they are constantly on the alert to adapt to changing circumstances
or to find ways for improving their approaches.  Evaluation gives them a chance to review
its progress and make adjustment as needed.  Some questions to help a company conducting
a CSR evaluation are:
• What worked well? In what areas did a company meet or exceed targets?
• Why did it work well? Were there factors within or outside a company that
helped it meet its targets?
• What did not work well? In what areas did a company not meet its targets?
• Why  were  these  areas  problematic?  Were  there  factors  within  or  outside
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• What did a company learn from this experience? What should continue and
what should be done differently?
• Drawing on this knowledge, and information concerning new trends, what are
the CSR priorities for a company in the coming year?
• Are there new CSR objectives?
An evaluation should involve stakeholder engagement, including comments and
suggestions from management, CSR coordinators, managers and committees, employees
and outside stakeholders.
7.4  Reporting performance
To  report  is  to  communicate  with  stakeholders  about  the  company’s  economic,
environmental and social management and performance.  There are many reasons why
companies  would  report  their  CSR  performance.    Some  see  reporting  as  an  effective
communication and reputation management tool, building employee engagement and loyalty
with customers, investors and suppliers around important values and issues.  Others may
choose to use it as a risk management tool.  Not knowing the firm’s weaknesses and
being unable to anticipate when it might come under fire can be very costly.  CSR reporting
can also lead to a market advantage by putting firms in a better position in capital access
through socially responsible investing, as this can lead to being included in ethical investment
funds and portfolios.  In any case, CSR reporting is a big step for any company to take.  In
the mid-1990s, only a handful of firms reported on aspects of their performance other than
financial issues.  By 2006, over two-thirds of companies in the Fortune Global 250 were
reporting on social and environmental policies and activities.  The Global Compact requires
its participants to make an annual Communication on Progress (COP)
80 addressing actions
they have taken to integrate the Compact’s ten principles.  Based on the COP policy, the
report must be shared publicly with stakeholders – through annual financial, sustainability
or other prominent public reports, in print or on the company’s website.
A firm may want to begin with a self-assessment, moving into reporting against
well-accepted global guidelines, such as those of the GRI.  With the proper steps, this
process can evolve into an independently verified report with stakeholder engagement.
Reporting should address how societal trends are affecting a business and, in turn, how
the  company’s  presence  and  operations  are  affecting  society.   As  such,  reporting  can
demonstrate a company’s motivation and willingness to position itself in terms of responsible
business conduct.  Notably, there is a delicate balance between providing sufficient information
to be open and transparent, on the one hand, and burdening employees and stakeholders
with excessive data, on the other.  The objective is to share information with stakeholders
to gain their trust and be viewed as credible.
80 United Nations Global Compact (2009).  Communicating progress.  http://www.unglobalcompact.org/
COP/94
The reporting itself can also be verified with third parties assessing the report’s
reliability.    Some  companies  may  utilize  the  services  of  community  or  expert  advisory
panels.  Panel members provide advice on how to optimize the public reporting process
and how to achieve transparency in terms of the scope of report content and the thoroughness
of reporting.  An advantage of this approach is the credibility such panels and processes
can offer, since the parties involved bring experience or concerns to the table that may be
lacking in an internal review or third party conformity verification.  The drawback is that this
type  of  review  might  not  be  as  thorough  or  professional  as  those  undertaken  through
either internal or professional third-party approaches.
8.  Institutionalizing CSR practice
A  company  needs  to  maintain  the  momentum  and  ensure  the  continuation  of
a successful CSR initiative.  In order to be sustainable, activities must be institutionalized
into the organization and considered part of the culture, because they have been adopted
as a long-term strategy and decision-making guide.  Committing resources and establishing
rewards/penalties for achievement provide powerful and symbolic indications of this dedication
to the initiative.  Support and enthusiasm from employees for CSR practice can be maintained
in a number of ways including:
• identifying CSR champions, people who are widely recognized among their
peer employees and can help mobilize momentum for CSR practices;
• linking the success of CSR initiatives to performance; for example, incorporating
CSR performance elements into job descriptions and performance evaluations;
• incorporating  CSR  performance  indicators  into  the  business  strategic  and
operational plan;
• providing regular updates on progress (through various occasions and means,
such as meetings or the company newsletter);
• developing incentives (such as rewards for good suggestions);
• removing  or  reducing  dis-incentives  (for  example  premature  deadlines  that
encourage employees to choose non-CSR options); and
• celebrating CSR achievements, motivating the team and building enthusiasm
and pride.
There  are  a  number  of  studies  which  have  indentified  the  key  role  of  human
resource management in nurturing a strong corporate culture to institutionalize CSR values
and the competencies required to achieve them.
81 It may start with an orientation programme
81 Sharma, Suparn, Sharma, Joity and Devi, Arti. (2009).  ‘Corporate social responsibility:  The key
role of human resource management’ Business Intelligence Journal.  Vol. 2, No. 1 (January), pp. 205-
213; Lockwood, Nancy R. (2004).  ‘Corporate social responsibility:  HR’s leadership role’.  HR Magazine,
December, retrieved from http://www.shrm.org/Research/quarterly/1204RQuart_essay.asp; Fenwick, Tara
and Bierema, Laura.  (2008).  ‘Corporate social responsibility:  Issues for human resource development
professionals’, International Journal of training and Development, Vol. 12, Issue 1, pp. 24-35.95
for newly recruited candidates which is designed so as to incorporate and highlight the
company’s CSR philosophy.  The Performance Management System should be designed
in such a way that it measures socially responsible initiatives taken by employees.  This
becomes important as the internalization of CSR in an organizational culture requires that
appropriate behaviours are appraised and appreciated, as well as rewarded.  If not, the
company may ultimately fail to fully inculcate CSR among its employees due to a lack of
positive reinforcement.  Some training facilities may also be made available to help instil
the CSR culture among employees.  This becomes necessary to help employees learn
and practice CSR activities.  A code of ethics may also be adopted to stimulate social
responsibility to a greater extent by reinforcing underlying CSR values among employees.
The Human Resource department should also effectively measure and evaluate the value
added benefits of CSR activities which produce direct results like economic savings and
indirect results measured by staff attitude surveys like increases in employee satisfaction
and less employee turnover; all of which indicate a contribution to business performance.
In some companies, corporate volunteer programmes offer opportunities for employees
from throughout the company to become engaged citizens both with their communities
and with each other.  Well-designed programmes provide mechanisms for garnering input
from employees and give them choices as to how they might contribute to society.  Thus
staff  become  internalized  to  make  the  company  more  socially  consciousness.    Some
companies allow their employees to identify specific social projects for corporate participation.
Employees deploying their skills to benefit communities can give the employees themselves
more confidence in the positive contributions they are making to help society.
9.  Communicating CSR commitments and performance
Information  about  CSR  commitments,  activities  and  performance  should  be
communicated visibly and frequently to all employees and stakeholders during the execution
and mainstreaming phases.
Continuous internal communication about CSR commitments and activities must
exist between top management and employees to increase awareness of CSR among
staff members.  The internal communication plan should identify the communication means,
whether they are newsletters, annual reports, intranet communication, meetings, training
or  informal  mechanisms,  to  make  employees  aware  that  CSR  is  a  company  priority.
Furthermore, during the execution phase, communication should consist of reporting on
changes and reassuring employees by informing them about the CSR programme’s progress,
as well as clarifying any misconceptions that may arise.  Thus, top management and the
CSR  team  can  solicit  input  about  the  effects  of  the  implementation  process,  enhance
knowledge among all supervisory management personnel, and clearly identify and delineate
role relationships and expectations.
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COSCO’s move to a more effective management system which sees workers as an
essential pool of talent has been dependent on training and education programmes for
employees on topics such as occupational health and safety, labour laws and regulations,
production operation, management skills and participation and representation.  COSCO
recognized the need for good internal communication and the need to develop knowledge
and communication skills of its workers to best achieve this transition.  Transparency of
information,  improved  management  ability  and  involving  employees  at  all  levels  of  the
process helped to create a more effective CSR execution.
For external stakeholders, good external communication is essential as a company
will generally face greater demands for detailed information about the social and environmental
impacts of its activities.
83 External communications should ensure that all relevant stakeholder
groups are addressed with adequate information related to the CSR initiative.  It should
identify individuals and groups that need to be aware of a particular CSR initiative and
those who should receive hard copies of CSR documents, as well as how those individuals
and groups are to be reached.  The communications activities may include an awareness
campaign which features advertising and speeches.  Companies may wish to avoid creating
CSR  reports  that,  through  their  sheer  size,  can  intimidate  potential  readers.    Website
design can help to ensure that all parties can easily access CSR information of interest to
them.  It is quite possible that communications will have to be tailored for various audiences
(such as communications to investors are likely to be quite different from those addressed
to communities).
During the mainstreaming stage, communication needs to centre more on publicizing
and demonstrating the success of the CSR programme, as well as anchoring the CSR
vision  in  the  day-to-day  activities  of  the  company.
84 Using collateral media, such as
newsletters, magazines, or other frequent delivery modes, can be particularly useful, especially
during this phase, to celebrate successes and institutionalise the process, as well as to
maintain regular and continuous information dissemination.
In sum, companies undertaking a CSR initiative must be ready to communicate
externally what they have realized and what they still hope to achieve.  Corporate decisions
related to the nature and the level of communication about CSR practices remain complex,
because communication needs vary across stakeholders, the priority they place on CSR
issues, and their potential harmful impact or influence.
85 Thus, the clear identification of
key  stakeholders  and  their  expectations,  as  well  as  continuous  CSR  dialogue,  remain
cornerstones of the CSR communication strategy.
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